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Abstract 


History  has  proven  that  logistics  is  the  key  to  successful  military  operations.  Each 
service  plays  a  crucial  role  in  providing  logistics  for  their  forces;  however,  to  ensure  efficient 
and  effective  logistics  for  the  Joint  Task  Force  (JTF),  someone  needs  to  oversee  the  end-to- 
end  logistics  pipeline.  As  Distribution  Process  Owner  (DPO),  USTRANSCOM  has  set  up  a 
theater  command  and  control  (C2)  construct  that  includes  the  Director  of  Mobility  Forces 
(DIRMOBFOR)  and  the  Deployment  Distribution  Operations  Center  (DDOC).  This  paper 
examines  the  C2  construct  to  detennine  if  redundancies  exist  and  whether  one  or  the  other 
function  should  be  eliminated.  The  thesis  is  supported  through  a  task  analysis  of  the 
doctrinal  tasks  assigned  to  the  DIRMOBFOR  and  the  DDOC.  The  analysis  focuses  on  the 
C2  relationship  of  the  DIRMOBFOR  and  the  DDOC  with  the  goal  of  examining  how  each 
contributes  to  the  accomplishment  of  USTRANSCOM’s  mission.  The  analysis  identifies  the 
tasks  required  to  bridge  the  gaps  between  the  three  levels  of  logistics;  strategic,  operational, 
and  tactical.  The  comparison  of  tasks  shows  the  DDOC  has  clearer  C2  links  and  therefore 
provides  a  better  foundation  for  executing  operational  logistics  than  the  DIRMOBFOR.  The 
paper  recommends  that  the  DDOC  Chief  assume  the  in-theater  duties  previously  assigned  to 
the  DIRMOBFOR  and  eliminate  the  latter  position  because  its  functions  are  redundant  and 
adversely  affect  JTF  C2. 
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INTRODUCTION 


History  has  proven  repeatedly  that  logistics  is  the  key  to  successful  military 
operations.  Failure  to  account  for  operational  logistics  in  the  command  and  control  structure 
will  result  in  unmet  operational  objectives;  consider — Napoleon’s  push  to  Russia,  Russia 
lighting  the  Crimean  War,  or  the  German  Schlieffen  plan  in  WWI.  Seizing  control  of  the 
operational  factors  of  time,  space  and  force  to  get  to  the  fight,  sustain  the  forces  during  the 
fight  and  get  them  home  following  the  conflict  are  vital  considerations  for  the  operational 
commander.  Each  service  plays  a  crucial  role  in  providing  logistics  for  their  forces; 
however,  to  ensure  efficient  and  effective  logistics  for  the  Joint  Task  Force  (JTF),  someone 
needs  to  oversee  the  end-to-end  logistics  pipeline.  In  2003,  the  Secretary  of  Defense 
designated  USTRANSCOM  the  Distribution  Process  Owner  (DPO)  and  with  that  the 
responsibility  to  provide  interoperability,  synchronization  of  the  DOD  end-to-end  distribution 
network  through  coordination  and  oversight. 1  In  a  2008  letter  to  DPO  stakeholders,  the 
USTRANSCOM  Commander  stated  the  DPO  will  “build  an  integrated,  networked,  end-to- 
end  distribution  capability  that  delivers  for  the  warfighter  the  “right  place,”  at  the  “right 
time”  and  at  the  best  value  for  the  nation."  In  order  to  achieve  this  vision,  TRANSCOM  has 
set  up  a  theater  command  and  control  (C2)  construct  that  includes  the  Director  of  Mobility 
Forces  (DIRMOBFOR)  and  the  Deployment  Distribution  Operations  Center  (DDOC).  This 
paper  examines  the  C2  construct  and  concludes  that  the  DIRMOBFOR  is  a  redundant 
position  and  should  be  eliminated.  This  thesis  is  supported  through  a  task  analysis  of  the 
doctrinal  tasks  assigned  to  the  DIRMOBFOR  and  the  DDOC  but  first  attempts  to  clarify  the 
problem  by  looking  at  the  background  of  each  organization. 

1  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Joint  Logistics,  Joint  Publication  (JP)  4-0 
(Washington,  D.C.:  CJCS,  2008),  xiii. 

2  Duncan  J.  McNabb,  “DPO  Letter  of  Intent,”  December  17,  2008,  1,  http://www.transcom.mil/dpo/. 
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BACKGROUND 


The  business  of  joint  logistics  has  never  been  more  important  to  the  US  military  than 
now.  The  transition  from  a  fixed  location  force  to  an  expeditionary  force  places  a 
tremendous  demand  on  the  ability  to  deploy  and  sustain  the  military  to  accomplish  the 
nation’s  objectives.  Making  joint  logistics  complicated  in  this  new  environment  because  it 
spans  all  three  levels  of  war;  strategic,  operational  and  tactical.  To  bridge  the  gaps  between 
the  different  levels  of  war,  clear  command  and  control  are  essential. 

Command  and  control  is  one  of  the  most  crucial  of  all  operational  functions.  The 
framework  integrates  all  theater-wide  functions  and  allows  the  operational  commander  to 

■j 

synchronize  the  sources  of  national  power  he  has  available  in  the  theater.  From  the  logistics 
perspective,  a  good  C2  structure  allows  for  effective  use  of  available  logistics  resources. 
Unity  of  joint  logistics  is  difficult  and  without  unity,  controlling  logistics  is  challenging. 
Synchronizing  the  actions  of  USTRANSCOM,  DLA  and  the  services  is  critical  to  the 
successful  execution  of  intertheater  distribution  and  hinges  on  unity  of  effort.  When 
considering  the  logistics  organizations  in  the  theater  it  is  important  to  remember  that 
COCOM  includes  authority  for  the  Joint  Force  Command  (JFC),  to  exercise  directive 
authority  for  logistics.3 4  This  authority  allows  use  of  all  logistics  capabilities  of  the  forces 
assigned  and/or  attached  to  accomplish  the  mission.  Often  a  point  of  contention  is  the  fact 
that  logistics  is  a  service  responsibility;  however,  the  JFC  needs  control  over  the  tasks  and 
processes  to  achieve  his  objectives.5 


3  Milan  Vego,  Joint  Operational  Warfare  (Newport,  RI:  U.S.  Naval  War  College,  2007),  VIII-20. 

4  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Joint  Operations,  Joint  Publication  (JP)  3-0 
(Washington,  D.C.:  CJCS,  2010),  III-4. 

5  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Joint  Logistics,  Joint  Publication  (JP)  4-0,  xx. 
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The  United  States  Transportation  Command  is  responsible  for  the  execution  of  end- 
to-end  distribution  in  its  role  as  DPO  for  the  Department  of  Defense.6  This  charter  charges 
USTRANSCOM  with  overall  effectiveness,  efficiency  and  alignment  of  DoD-wide 
distribution.7  To  accomplish  this,  USTRANSCOM  uses  the  Joint  Mobility  Control  Group 
(JMCG)  as  the  C2  structure  to  exercise  centralized  control  and  decentralized  execution  of  the 

DTS.  This  structure  uses  elements  of  the  USTRANSCOM  headquarters,  its  component 

8 

commands  and  other  transportation  organizations. 

At  the  headquarters  level,  USTRANSCOM  uses  its  DDOC  to  direct  global 
transportation.  “The  DDOC  fuses  capabilities  of  multimodal  deployment  and  distribution 
operations,  intelligence,  force  protection,  capacity  acquisition,  resource  management,  and 
other  staff  functions  to  collaboratively  provide  distribution  options  to  the  combatant 
commander.”9  The  TRANSCOM  JDDOC  achieves  command  and  control  of  the 
preponderance  of  mobility  forces  through  a  global  logistics  infrastructure.  The 
DIRMOBFOR  and  Geographic  Combatant  Commander  (GCC)  DDOCs  enable  theater 
logistics  through  this  C2  network. 

Mobility  forces  consist  of  common-user  and  organic  assets.  The  commonality  of  the 
often-limited  resources  complicates  their  command  and  control.  The  management  of 
common-user  platforms  is  different  from  those  of  most  other  military  forces.  This  is 
particularly  true  for  assets  capable  of  supporting  more  than  one  GCC  simultaneously.  One 
example  of  this  is  air  mobility  forces.  When  such  forces  deploy,  they  often  remain  under  the 

6  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Distribution  Operations,  Joint  Publication  (JP)  4-09 
(Washington,  D.C.:  CJCS,  2010),  1-1. 

7  Ibid.,  1-5. 

8  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Joint  Doctrine  for  the  Defense  Transportation 
System,  Joint  Publication  (JP)  4-01  (Washington,  D.C.:  CJCS,  2003),  IV- 1. 

9  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Distribution  Operations,  Joint  Publication  (JP)  4-09, 
IV-3. 
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OPCON  of  their  respective  functional  combatant  commander,  USTRANSCOM.  When  this 
happens,  those  assets  integrate  into  the  JFC  C2  structure  through  a  special  representative,  in 
this  case  the  Director  of  Mobility  Forces.10 

During  regional  operations,  the  DIRMOBFOR  is  responsible  for  coordinating  the 
integration  of  air  mobility  operations.  The  DIRMOBFOR  works  for  the  Joint  Forces  Air 
Component  Commander  (JFACC)  however,  he  may  have  several  allegiances  that  could 
adversely  affect  the  C2  of  air  mobility  assets.11  This  becomes  more  evident  in  operations 
where  the  JFACC  and  Commander  of  Air  Force  Forces  (COMAFFOR)  are  not  one  in  the 
same.  C2  is  further  complicated  when  establishing  multiple  JTFs  with  multiple  Joint 
Operating  Areas  in  a  single  GCC  Area  of  Responsibility  (AOR).  Perhaps  the  missing  link 
in  this  scenario  is  an  organization  with  an  established  footprint  in  the  GCC’s  AOR. 

The  Deployment  Distribution  Operations  Center  is  the  GCC  logistics  powerhouse, 
created  to  improve  logistics  effectiveness  and  efficiency.  Prior  to  2003,  the  weak  link  in  end- 
to-end  logistics  was  that  which  TRANSCOM  had  little  control  —  the  seams  between  the 
strategic  and  operational,  and  tactical  level  logistics.  ~  To  facilitate  improved  logistic  support 
for  the  GCC,  TRANSCOM  created  a  framework  to  bring  logistics  experts  together  at  the 
operational  level.  The  DDOC  accomplishes  its  mission  by  combining  IT  and  a  staff 
comprised  of  representatives  from  USTRANSCOM,  individual  services  and  DOD  agencies. 
These  capabilities  allow  the  DDOC  to  synchronize  the  strategic  flow  of  forces  and 
sustainment  to  the  operational  level  by  providing  expertise  and  data  to  other  elements  of  the 

10  U.  S.  Air  Force,  Operations  and  Organizations,  Air  Force  Doctrine  Document  (AFDD)  2  (Washington,  D.C.: 
Department  of  the  Air  Force,  2007),  46. 

11  Rolanda  Burnett,  “Control  of  Mobility  Air  Forces:  Should  the  Director  of  Mobility  Forces  Command?” 
(Maxwell  Air  Force  Base,  AL:  Air  University,  2002),  48,  http://handle.dtic.mi1/100.2/ADA420547. 

12  Ibid.,  77. 

13  Gregory  S.  Otey,  “Mending  a  Seam:  Joint  Theater  Logistics,”  Air  Force  Journal  of  Logistics  30,  no.  2 
(Summer  2006):  11. 
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JTF  C2  network.  Furthermore,  the  DDOC  coordinates  common-user  and  commercial 
capabilities  to  meet  JFC  requirements.14 

Good  logistics  can  mean  the  difference  between  victory  and  defeat  so  the  JFC  needs  a 
logistics  C2  network  that  is  both  effective  and  efficient.  When  conflict  or  action  requires  the 
stand-up  of  a  Joint  Task  Force,  clear  command  and  control  is  imperative.  One  common 
deficiency  of  the  JTF  is  a  staff  lacking  familiarity  of  the  area  in  which  they  will  operate. 

This  is  true  because  historically,  the  military  waits  until  a  contingency  to  develop  a  theater 
logistics  system.  The  DDOC  overcomes  this  deficiency  through  its  enduring  presence  in  the 
theater,  thus  when  fonning  the  JTF,  the  DDOC  brings  with  it  a  team  familiar  with  the  area. 

The  DDOC  construct  provides  a  standing  logistics  organization,  with  established 
relationships  at  the  operational  level  that  is  familiar  with  the  theater.  Whether  using  the 
standing  DDOC  or  a  DDOC-Forward  in  time  of  crisis,  the  JFC  will  start  with  an  established 
team  that  has  clear  C2  relationships  to  ensure  success  early.  This  is  not  the  case  with  the 
DIRMOBFOR,  since  this  leader  is  selected  at  the  beginning  of  crisis  action  planning  and 
must  be  rolled  into  the  theater  C2  structure  after  the  fact.  While  the  goal  is  seamless  logistics 
for  the  war  fighter,  how  to  achieve  that  remains  the  question.  Next,  this  paper  will  evaluate 
the  roles  of  the  DDOC  and  the  DIRMOBFOR  to  detennine  the  necessity  of  both. 

Insufficient  contribution,  duplication  of  effort  and  complicated  C2  may  not  warrant 
continued  support  in  a  time  with  increased  emphasis  on  effectiveness  and  efficiency. 


14  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Distribution  Operations,  Joint  Publication  (JP)  4- 
09,  V-16. 
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ANALYSIS 


This  analysis  will  focus  on  the  C2  relationship  for  two  of  USTRANSCOM’s  key 
enablers  at  the  JTF  level — the  DIRMOBFOR  and  the  DDOC.  The  goal  is  to  examine  how 
each  contributes  to  the  accomplishment  of  USTRANSCOM’s  mission  while  considering  how 
they  fit  into  the  C2  framework.  The  analysis  will  identify  the  key  tasks  for  USTRANSCOM, 
the  DIRMOBFOR  and  the  DDOC  using  DOD  directives  and  doctrine.  Then  while  looking  at 
how  each  enabler  fits  into  the  JTF  C2  structure,  consider  how  each  contributes  to  the 
execution  of  operational  logistics. 

It  is  necessary  to  characterize  the  set  of  assumptions  used  in  this  analysis.  This  study 
looks  at  a  snapshot  of  DPO  functions  from  the  perspective  of  providing  support  to  a  JTF  to 
accomplish  its  objectives.  Therefore,  this  paper  will  look  at  the  baseline  functions  available 
to  the  JFC  and  not  at  a  specific  operation.  To  this  end  implied  tasks  were  not  considered 
because  only  the  tasks  inherent  to  USTRANSCOM  and  the  two  enablers  are  critical  to  this 
evaluation.  Additionally,  essential  tasks  were  only  labeled  for  USTRANSCOM  and 
identified  with  underlined  text  on  the  task  list.  Neither  the  DIRMOBFOR  nor  DDOC 
support  all  USTRANSCOM  tasks.  The  assumption  is  that  the  USTRANSCOM  staff  or  other 
enablers  accomplish  those  tasks,  which  is  beyond  the  scope  of  this  study. 

The  analysis  began  by  reviewing  current  DOD  Directives  and  Instructions,  Joint  and 
Service  Doctrine  considering  the  tasks  required  each  organization  to  accomplish  its  mission. 
The  foundations  of  military  guidance  yielded  four  main  sources  for  the  tasks  assigned 
USTRANSCOM:  DODD5 158.04,  DODI  5158.06,  JP  4-0  and  JP  4-09.  An  analysis  of  these 
keystone  documents  generated  a  combined  list  of  the  specified  tasks  assigned  to 
USTRANSCOM,  Appendix  A.  Using  the  Universal  Joint  Task  List  (UJTL),  these  tasks  were 
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translated  into  standardized  tasks  for  comparison  and  evaluation.  The  review  of  guidance  for 
USTRANSCOM  duties  identified  six  strategic  tasks  in  order  to  provide  mobility  support  to 
the  JFC.15  To  complete  those  strategic  level  tasks,  and  bridge  the  gap  to  the  tactical  level, 
seven  standardized  operational  level  tasks  were  selected  from  the  UJTL.16 

OP  1 . 1  Conduct  Operational  Movement 

OP  1.1.1  Formulate  Request  for  Strategic  Deployment  to  a  Joint  Operations  Area 

OP  1.1.2  Conduct  Intratheater  Deployment  and  Redeployment  of  Forces  within  the 

Joint  Operations  Area 

OP  1 . 1 .2. 1  Conduct  Airlift  in  the  Joint  Operations  Area 

OP  4.5  Manage  Logistics  Support  in  the  Joint  Operations  Area 

OP  4.5.1  Provide  for  Movement  Services  in  the  Joint  Operations  Area 

OP  5.4.5  Coordinate/Integrate  Component,  Theater,  and  Other  Support 
These  standardized  operational  tasks  are  the  ones  requiring  assistance  from  the  enablers,  the 
DIRMOBFOR  and  DDOC,  to  ensure  success  at  the  operational  level  for  the  JFC. 

Analysis  of  the  DIRMOBFOR  and  DDOC  using  the  same  method  found  functions  in 
JP  3-17,  JP  4-0,  JP  4-09,  AFDD  2,  and  AFDD  2-6.  See  Appendix  B  and  C  respectively  for  a 
complete  listing  of  the  specified  tasks  for  the  DIRMOBFOR  and  DDOC. 

1  7 

The  review  directed  at  the  DIRMOBFOR  found  five  specified  tasks,  listed  below. 


15  The  following  six  Strategic  National  tasks,  selected  from  the  UJTL,  are  required  for  USTRANSCOM  to 
execute  global  mobility:  SN  1.2  Conduct  Deployment  and  Redeployment,  SN  1.2.1  Integrate  Deployment 
Systems,  SN  1.2.2  Provide  Forces  and  Mobility  Asset,  SN  1.2.5  Move  Forces  from  Port  of  Embarkation  (POE) 
to  Port  of  Debarkation  (POD),  SN  1.2.6  Conduct  Redeployment  or  Retrograde  of  Personnel  and  Equipment 
from  Theater,  SN  5.7.7  Manage  DOD  Distribution  Process. 

16  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Universal  Joint  Task  List  (UJTL)  Database  with 
Conditions  (Washington,  D.C.:  CJCS,  2009),  705-708,  857-858,  913. 

17  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Air  Mobility  Operations,  Joint  Publication  (JP) 
3-17  (Washington,  D.C.:  CJCS,  2009);  U.  S.  Air  Force,  Operations  and  Organizations,  Air  Force  Doctrine 
Document  (AFDD)  2;  U.  S.  Air  Force,  Air  Mobility  Operations,  Air  Force  Doctrine  Document  (AFDD)  2-6 
(Washington,  D.C.:  Department  of  the  Air  Force,  2006). 


7 


Notice  that  tasks  have  the  DIRMOBFOR  coordinating  with  another  entity  or  organization. 


1 .  Coordinate  integration  of  intertheater  air  mobility  capability  provided  by 
USTRANSCOM. 

2.  In  concert  with  the  AOC  director,  facilitate  the  tasking  and  effective  and  efficient 
employment  of  air  mobility  forces  assigned  or  attached  to  the  JFC. 

3.  Coordinate  with  the  AOC  director  and  AMD  chief  to  ensure  all  air  mobility 
operation  supporting  the  JFC  are  integrated  into  the  air  assessment,  planning  and 
execution  process  and  deconflict  with  other  air  operations. 

4.  Coordinate  with  the  TACC  and  USTRANSCOM  to  ensure  the  joint  force  air 
mobility  support  requirements  are  met. 

5.  Coordinate  the  integration  of  the  multinational  air  mobility  plan. 

These  five  doctrinal  tasks  translate  into  one  UJTL  standardized  operational  task,  OP  5.4.5 

1  o 

Coordinate/Integrate  Component,  Theater,  and  Other  Support.  It  is  important  to  point  out 
that  doctrine  assigns  duties  to  the  DIRMOBFOR  with  respect  to  air  transportation  only. 
There  are  no  provisions  in  doctrine  for  the  DIRMOBFOR  to  do  any  coordination  for  other 
modes  of  transportation. 

The  review  focusing  on  the  DDOC  found  6  primary  and  13  sub  specified  tasks, 
primary  tasks  listed  below.19  Unlike  the  DIRMOBFOR  list,  the  DDOC  list  contains  active 
tasks,  for  example:  direct,  manage,  establish,  plan  and  synchronize. 

1 .  Direct  GCC  deployment,  redeployment,  and  distribution. 

2.  Provide  Asset  Visibility  (AV)  and  In  Transit  Visibility  (ITV)  of  force  flow, 
sustainment  and  retrograde. 

3.  Manage,  connect  and  establish  theater  distribution  architecture  in  coordination 
with  the  Services  and  Joint  Staff. 


18  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Universal  Joint  Task  List  (UJTL)  Database  with 
Conditions,  913. 

19  U.  S.  Transportation  Command,  Joint  Deployment  Distribution  Operations  Center  (JDDOC)  Template 
Edition  3  (Scott  Air  Force  Base,  IL:  USTRANSCOM,  2008);  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs 
of  Staff,  Joint  Logistics,  Joint  Publication  (JP)  4-0\  Distribution  Operations,  Joint  Publication  (JP)  4-09. 
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4.  Plan,  coordinate  and  synchronize  strategic  and  operational  deployment  and 
distribution  with  theater  forces  and  National  Logistics  Partners. 

5.  Develop  strategic  and  operational  deployment  and  distribution  performance 
measures. 

6.  Perfonn  container,  463L  airlift  equipment  (air  pallets  and  nets),  Radio  Frequency 
Identification  Device  (RFID)  tag  and  other  intermodal  equipment  oversight 
responsibilities. 

These  six  doctrinal  tasks  translate  into  five  UJTL  standardized  operational  tasks. 

OP  1 . 1  Conduct  Operational  Movement 

OP  1.1.2  Conduct  Intratheater  Deployment  &  Redeployment  of  Forces  within  the  JOA 
OP  4.5  Manage  Logistics  Support  in  the  Joint  Operations  Area 
OP  4.5.1  Provide  for  Movement  Services  in  the  Joint  Operations  Area 
OP  5.4.5  Coordinate/Integrate  Component,  Theater,  and  Other  Support 
This  analysis  next  used  the  USTRANSCOM  standardize  operational  task  list  as  the 
baseline  to  correlate  the  standardized  operational  tasks  of  the  DIRMOBFOR  and  the  DDOC 
to  determine  the  weight  of  support  and  duplication  of  effort.  The  DIRMOBFOR  supports 
only  one  USTRANSCOM  task  while  the  DDOC  directly  supports  five.  Furthermore,  the 
DDOC  has  doctrinal  responsibilities  covering  all  modes  of  transportation  for  the  theater. 

This  fact  is  crucial  when  planning,  managing,  and  synchronizing  deployment  and  distribution 
operations  for  the  JFC. 

Efficient  and  effective  mobility  support  for  the  JFC  is  dependent  on  how  each  enabler 
links  to  the  JFC  C2  structure.  As  depicted  in  Figure  1,  the  DIRMOBFOR  works  for  the 
JFACC  with  coordinating  authority  between  the  JTF  Air  Operations  Center  (AOC)  and  the 
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Air  Mobility  Command  AOC.20  Additionally,  the  DIRMOBFOR  has  direct  liaison  authority 

2 1 

with  the  DDOC  for  air  mobility  related  issues. 


SUPPORT  « .  OPCON -  Directs  = 

DIRLAUTH  and/or  Coordinating  Authority  ■* - ► 


Figure  1-  DIRMOBFOR  C2  Structure22 

Reviewing  the  command  relationships  for  the  DDOC,  Figure  2,  yields  a  more  robust 

connection  to  the  transportation  network  providing  better  support  to  the  JFC.  The  doctrinal 
DDOC  structure  links  to  all  modes  of  transportation,  coupled  with  ties  to  other  supporting 
combatant  commanders  and  agencies. 


20  U.  S.  Air  Force,  Air  Mobility  Operations,  Air  Force  Doctrine  Document  (AFDD)  2-6 ,  21. 

21  Ibid. 

22 
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JOINT  DEPLOYMENT  AND  DISTRIBUTION 
OPERATIONS  CENTER  THEATER  RELATIONSHIPS 


Supporting 

Combatant 

Commands 

(■4..  USTRAMSCOM 
.’distribution  process 

owner].  USJFCOM 
Qoint  fore*  provider, 
joint  deployment 
process  owner),  other 
combatant  commands) 


Operational 

Headquarters 


\X/, 


Defense  Agencies 


Service  Organizations 


Service  Materiel  Commands 
TSC 


Army  Air  Force  Exchange 


AAFES 


AMO  air  mobility  division 

DeCA  Defense  Commissary 

Agency 

DIRMOBPOR  director  of  mobility  forces 


LEGEND 

JTF 

TSC 

USJFCOM 

US7RANSCOM 


joint  task  force 

theatsr  sustainment  command 
United  States  Joint  Forces 
Command 

United  States  Transportation 
Command 


OLA 


Defense  Logistics  Agency 


The  two-way  arrows  signify  the  collaborative,  reacnback  relationship  between  the  joint  deployment  and 
distribution  operations  center  (JODOC)  end  the  organizations  listed.  Only  tha  geographic  combatant 
commander  nas  a  command  relationship  with  the  JODOC. 


Figure  2  -  DDOC  Theater  Relationships23 

Consideration  of  real-world  application  is  also  important  to  improve  the  usefulness  of 

this  analysis.  To  gather  real-world  inputs,  current  DDOC  leadership  provided  input  for 
consideration  with  respect  to  their  organization’s  relationship  to  the  DIRMOBFOR. 
Supporting  the  findings  above,  there  is  concern  that  confusion  over  management  of  common- 
user  logistics  could  occur  due  to  current  doctrine.  Presently  the  DIRMOBFOR  can  prioritize 
missions  directly  with  USTRANSCOM.  However,  doing  so  could  undennine  the  priorities 
established  by  the  DDOC.  In  most  cases,  the  USTRANSCOM  JDDOC  would  consult  the 
theater  DDOC  to  clarify  any  misunderstanding,  but  managing  the  process  in  this  manner  is 


23  U.  S.  Office  of  the  Chairman  of  the  Joint  Chiefs  of  Staff,  Distribution  Operations,  Joint  Publication  (JP)  4- 
09,  IV-6. 
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very  inefficient.  Understanding  the  chain-of-command  is  critical  to  military  operations. 
According  to  the  leadership  in  the  field,  if  the  DIRMOBFOR  follows  the  chain-of-command 
as  described  in  AFDD  2-6,  see  Figure  1  above,  they  will  coordinate  their  airlift  requirements 
through  the  Joint  Movement  Center  (JMC)  and  DDOC. 24  By  working  through  the 
JMC/DDOC,  and  not  directly  with  USTRANSCOM,  the  DIRMOBFOR  ensures  synergy  of 
theater  logistics  leaders  to  meet  the  needs  of  the  JTF. 

When  considering  the  tasks  the  DIRMOBFOR  and  the  DDOC  perform  and  how  each 
fits  into  the  JTF  C2  structure  the  question  arises  as  to  why  not  combine  the  duties  and 
eliminate  the  DIRMOBFOR.  The  C2  structure  of  any  organization  should  be  simple, 
requiring  a  clear  chain  of  command.  There  should  not  be  any  overlapping  authority  or 
responsibilities.  A  disjoined  command  structure  will  slow  decision-making  and  could  lead 
to  confusion  in  execution."  Dr.  Milan  Vego’s  concept  of  homogeneity  supports  this  claim. 
Homogeneity  maximizes  efficiency  by  grouping  together  all  functions  required  to 
accomplish  a  particular  aspect  of  the  mission."  This  analysis  indicates  the  DDOC  construct 
benefits  from  the  concept  of  homogeneity. 

The  standing  DDOCs  believe  that,  with  training,  the  DDOC  chief  could  cover  the 
doctrine-defined  duties  of  the  DIRMOBFOR.  This  highlights  another  dimension  of  doctrinal 
disconnect  of  misidentifying  DIRMOBFOR  duties  and  subsequent  misnaming  of  the 
position.  The  DIRMOBFOR’s  tasks,  as  previously  identified,  are  to  coordinate  air  mobility 
assets.  However,  the  title  implies  someone  who  has  the  responsibility  to  direct  all  mobility 
assets.  By  transferring  the  DIRMOBFOR  tasks  to  the  DDOC  chief,  the  JFC  ends  up  with  a 


24 

25 

26 
27 


U.  S.  Air  Force,  Air  Mobility  Operations,  Air  Force  Doctrine  Document  (AFDD)  2-6,  21. 
Milan  Vego,  Joint  Operational  Warfare,  VIII- 1 3 . 

Ibid.,  VIII-17. 

Ibid.,  VIII-18. 
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simplified  logistics  C2  network  and  a  senior  logistician  in  the  theater  with  a  span  of  influence 

28 

over  all  modes  of  transportation." 

COUNTER  ARGUMENTS 

The  DIRMOBFOR  integrates  into  the  C2  structure,  albeit  with  some  redundancies, 
and  has  functioned  for  nearly  two  decades.  Considering  the  successes  of  this  construct  could 
fuel  the  debate  about  whether  or  not  the  findings  of  this  analysis  are  valid.  Additionally, 
DIRMOBFOR  proponents  say  having  a  single  person  serve  as  coordinator  of  limited 
common-user  logistics  assets  adds  value  to  the  JTF. 

Supporters  of  the  DIRMOBFOR  could  claim  doctrine  is  a  starting  point,  and  the 
analysis  completed  in  this  paper  does  not  look  into  the  execution  of  logistics  at  the 
operational  level.  Doctrine  provides  a  common  framework  for  military  organizations  to 
bridge  the  gap  between  theory  and  practice."  In  this  case,  the  doctrine  prescribes  tasks  the 
DIRMOBFOR  and  the  DDOC  are  to  perfonn  in  their  role  as  USTRANSCOM  enablers  but 
the  framework  established  in  the  doctrine  is  not  absolute.  Without  a  thorough  review  of  the 
development  of  the  doctrine  for  each  enabler,  one  could  argue  against  using  doctrine  as  a 
basis  for  review.  Doctrine  can  be  contradictory  and  often  requires  compromise  between 
competing  views  when  written.  Looking  at  the  DIRMOBFOR  C2  structure,  as  defined 
above  in  Figure  1,  the  link  from  JTF  to  USTRANSCOM  is  through  the  DIRMOBFOR  and 
not  the  DDOC.  The  separate  paths  of  coordination  could  lead  to  a  perceived  duplication  of 
effort  between  the  DIRMOBFOR  and  the  DDOC.  Furthermore,  without  a  more  in-depth 


28  Dennis  L.  D'Angelo,  “DDOC  Research  Questions,”  October  4,  2010. 

29  Milan  Vego,  Joint  Operational  Warfare ,  XII-3. 

30  Ibid.,  XU-5. 


13 


analysis,  one  could  reason  the  DIRMOBFOR  was  directly  responsible  for  the  logistics 
success  in  recent  operations. 

Of  the  numerous  tools  available  to  enable  USTRANSCOM,  some  may  argue  the  best 
tool  is  a  flag  officer  embedded  in  the  JTF.  While  there  is  no  rank  specification  in  doctrine 
for  the  DIRMOBFOR,  the  position  is  normally  filled  by  a  USAF  brigadier  general.  Rank 
selection  is  important  since  the  DIRMOBFOR  is  normally  assigned  to  the  JF ACC’s  special 

T  1 

staff.  The  assumption  is  that  choosing  a  general  officer  as  DIRMOBFOR  guarantees  him  a 
seat  at  the  table  with  the  other  JTF  generals.  AFDD  2-6  says,  “the  DIRMOBFOR  is  the 
COMAFFOR’s  designated  coordinating  authority  with  all  agencies  affecting  air  mobility 
operations. . . [and]  is  also  the  advisor  on  how  best  to  effectively  and  efficiently  use  air 

T9 

mobility  assets.” 

As  written,  doctrine  should  be  broad  and  flexible,  leaving  room  for  interpretation  and 
adaptation.  Real-world  application  of  doctrinal  framework  gets  the  job  done.  Having  a  flag 
officer  devoted  to  the  coordination  of  mobility  assets  provides  the  necessary  horsepower  to 
aid  the  JFC  in  bridging  the  gap  between  strategic  and  tactical  logistics.  This  point  is  further 
emphasized  by  the  DIRMOBFOR  course  director  at  the  Air  Mobility  Command’s  Mobility 
Operations  School.  He  said  the  DIRMOBFOR  course  emphasizes  to  their  senior  officer 
students  that  they  are  the  JFACC’s  resident  mobility  expert,  not  just  for  air  but  all  modes  of 
transportation.  Furthermore,  the  JFACC  will  expect  the  DIRMOBFOR  to  have  the  answers 
to  anything  mobility-related. 


31  U.  S.  Air  Force,  Operations  and  Organizations,  Air  Force  Doctrine  Document  (AFDD)  2,  61. 

32  U.  S.  Air  Force,  Air  Mobility  Operations,  Air  Force  Doctrine  Document  (AFDD)  2-6,  19. 

33  Michael  K.  Howell,  “DIRMOBFOR  Information,”  September  27,  2010. 
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ANALYTICAL  CONCLUSIONS 


This  analysis  indicates  the  improved  C2  of  logistics  for  the  JTF,  through  improved 
command  relationships,  could  provide  more  efficient  and  effective  logistics.  Additional 
layers  in  the  C2  structure  and  duplication  of  effort  exist.  The  review  of  DIRMOBFOR  and 
DDOC  task  lists  suggests  the  DDOC  contributes  more  to  support  the  DPO’s  mission  than  the 
DIRMOBFOR.  The  DDOC  could  accomplish  the  tasks  assigned  to  the  DIRMOBFOR  thus 
streamlining  the  JTF  C2  links  for  logistics  support.  Opponents  of  this  restructuring  might 
argue  the  importance  of  having  a  senior  officer  embed  in  the  JFACC  special  staff  is  critical  to 
mobility  success.  With  current  communication  technology,  USTRANSCOM  could  establish 
a  virtual  presence  in  the  JFACC  staff  to  achieve  the  desired  results. 

The  DDOC  is  tailorable  and  already  has  the  relationships  developed  to  streamline  the 
end-to-end  flow  of  materiel  and  people  bridging  the  gap  between  strategic  and  tactical 
logistics  networks  for  the  JFC.  The  unknown  is  whether  the  DDOC  can  singularly  meet  the 
needs  of  the  JTF.  The  analytical  data  in  this  paper,  supported  by  comments  from  current 
DDOC  leadership,  indicate  this  is  possible.  If  the  goal  is  to  provide  optimized  movement  of 
people  and  materiel  in,  out  and  around  the  theater  to  meet  JFC  needs,  then  the  DDOC  should 
prevail  through  this  debate. 


RECOMMENDATIONS 

The  next  step  in  improving  operational  logistics  is  testing  the  combination  of 
DIRMOBFOR  and  DDOC  duties.  To  test  the  evolution  of  theater  logistics  leadership, 
choose  a  current  or  future  DIRMOBFOR  tasking  where  the  DDOC  Chief  could  serve  as  the 
in-theater  representative  to  accomplish  the  coordination  functions  previously  done  by  the 
DIRMOBFOR.  USTRANSCOM  could  continue  having  a  general  officer  on  the  JFACC  staff 
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by  leveraging  IT  to  establish  a  virtual  presence.  Sourcing  this  general  officer  from  the 
headquarters  would  guarantee  the  necessary  knowledge  and  mean  he  would  not  have  to  leave 
Scott  Air  Force  Base.  The  in-theater  coordination  role  for  air  mobility  support,  previously 
done  by  the  DIRMOBFOR,  would  require  a  new  training  program  for  DDOC  chiefs. 
Coordination  with  Air  Mobility  Command  could  modify  the  existing  DIRMOBFOR  training 
course  to  give  senior  DDOC  leaders  the  knowledge  necessary  to  meet  USTRANSCOM’s 
needs  for  in-theater  representation. 

These  recommendations  translate  easily  to  operations  where  the  JTF  is  collocated 
with  the  standing  DDOC.  For  those  operations  where  the  JTF  is  not  collocated,  further  study 
may  be  required  to  incorporate  the  new  duties  into  the  DDOC  Forward  structure.  In  these 
instances,  current  DDOC-Forward  reach  back  capability  may  require  bolstering  to  ensure  the 
necessary  resources  are  available  for  the  DDOC  Forward  chief. 

CLOSING 

This  paper  examined  the  C2  construct  USTRANSCOM  provides  to  the  JFC  to  ensure 
effective  and  efficient  logistic  support.  The  analysis  identified  the  tasks  required  to  bridge 
the  gaps  between  the  three  levels  of  logistics;  strategic,  operational,  and  tactical.  The 
comparison  of  DOD  directives  and  doctrine  showed  the  DDOC  has  clearer  C2  links  thus 
providing  a  better  foundation  for  executing  operational  logistics  than  the  DIRMOBFOR. 

Whether  the  DDOC  Chief  can  accomplish  the  DIRMOBFOR  duties  has  yet  to  be 
detennined.  Proponents  of  the  DIRMOBFOR  believe  having  a  person  dedicated  to 
coordinating  air  mobility  on  the  JFACC  staff  is  critical.  However,  this  paper  recommends 
eliminating  the  DIRMOBFOR  because  the  position’s  functions  are  redundant  and  adversely 
affect  JTF  C2. 
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APPENDIX  A 

USTRANSCOM  Specified  Tasks  from  Directives  and  Doctrine 

1 .  Have  combatant  command  over  all  assigned  transportation  assets  of  the  services 
except  service-unique  or  theater  assigned  unless  otherwise  directed  (DODD  5158.04) 

2.  Provide  effective  and  efficient  air,  land  and  sea  transportation  for  the  DoD  in  time  of 
peace  and  war  (DODD  5158.04) 

a.  Provide  intertheater  airlift  through  AMC  (JP  4-09  xii) 

b.  Provide  worldwide  intertheater  ocean  transportation  of  equipment,  fuel, 
supplies  and  ammunition  through  MSC  (JP  4-09  xii) 

c.  Provide  single  port  manager  through  SDDC  (JP  4-09  xii) 

3.  Develop  and  maintain  a  relationship  with  commercial  transportation  industry  (CRAF 
&  VISA)  (DODD  5158.04) 

4.  Provide  management  support  for  service-unique  or  theater-assigned  transportation 
assets  to  the  department  secretaries  and  combatant  commanders  (DODD  5158.04) 

5.  Serve  as  DoD  single  manager  for  transportation  other  than  Service-unique  or  theater- 
assigned-assets  (DODD  5158.04) 

a.  Provide  common-user  and  commercial  air,  land  and  sea  transportation, 
tenninal  management,  and  aerial  refueling  to  support  global  deployment, 
employment,  sustainment  and  redeployment  of  US  forces  (DODD  5158.04) 

(JP  4-0  ix)  (JP  4-09  xi)  (JP  4-09  1-5) 

b.  Procure  commercial  transportation  services  in  accordance  to  law  as  necessary 
to  carry  out  USTRANSCOM  mission  (DODD  5 158.04) 

c.  Provide  common-user  and  commercial  air,  land  and  sea  transportation  metrics 
to  DoD  components  and  combatant  commanders  (DODD  5158.04) 

6.  Serve  as  the  DoD  single  manager  for  patient  movement  (DODD  5 158.04)  (DODI 
5158.06)  (JP  4-09  1-5) 

7.  Serve  as  the  DoD  DPO  and  in  this  capacity  oversee  the  overall  effective,  efficiency 
and  alignment  of  DoD-wide  distribution  activities,  including  force  projection, 
sustainment  and  redeployment/ retrograde  operations  (DODD  5158.04)  (DODI 
5158.06)  (JP  4-09  1-5)  (JP  4-0  II-7) 

8.  Serve  as  the  DPfM  Manager  to  include  managing  the  infonnation  technology  of  the 
distribution  portfolio  in  collaboration  with  the  JDDE  (DODD  5 158.04)  (DODI 
5158.06)  (JP  4-09  1-6) 

9.  Establish  the  concepts  and  operational  frameworks  relating  to  the  planning  and 
execution  of  DoD  transportation  operations  (DODI  5158.06)  (JP  4-09  1-6)  (JP  4-0  V-9) 

10.  Develop  and  implement  distribution  process  improvements  (DODI  5158.06) 
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1 1 .  Establish,  monitor,  and  improve  distribution  relationships  with  the  Combatant 
Commands,  the  Joint  Task  Force  Commanders,  the  DLA,  General  Services 
Administration,  and  the  Military  Services  to  ensure  integration  of  distribution 
improvement  efforts  and  performance  standards  (DODI  5158.06) 

12.  Identify  and  coordinate  joint  distribution  processes,  materiel  management,  and  force 
movement  improvement  efforts  and  initiatives  to  ensure  efforts  are  integrated  and 
complementary.  (DODI  5158.06) 

13.  Serve  as  the  DoD  single  coordination  and  synchronization  element  on  behalf  of  and 
in  coordination  with  the  JDDE  COI  (DODI  5158.06)  (JP  4-0  II-7)  (JP  4-0  II-8)  (JP  4- 
09  x)  (JP  4-09  1-6)  (JP  4-09  V-2) 

a.  Employ  necessary  knowledge  management/decision  support  tools  to  enable 
JDDE  COI  infonnation  sharing  and  staffing  (DODI  5158.06) 

b.  Develop,  coordinate,  review,  and  take  maintenance  actions  necessary  to 
integrate  the  JDDE,  including  making  policy  recommendations  to  OSD,  with 
respect  to  Directives,  Instructions,  and  Decision  Memorandums,  and  issue 
other  distribution-related  guidance  (DODI  5158.06) 

c.  Establish  processes  to  plan,  allocate,  route,  schedule,  and  validate  Joint  Force 
Commander  deployment  and  distribution  priorities,  track  movements, 
adjudicate  constraints,  and  redirect  forces  and  supplies  to  coordinate  and 
synchronize  joint  distribution  activities  to  meet  Joint  Force  Commanders’ 
needs  (DODI  5158.06)  (JP  4-0  V-9)  (JP  4-09  III- 12) 

d.  Improving  the  overall  effectiveness,  efficiency,  and  interoperability  of 
capabilities  and  systems  in  the  distribution  portfolio  (DODI  5 158.06) 

14.  Be  responsible  for  coordination  and  overseeing  the  DoD  distribution  system  to 
provide  interoperability,  synchronization  and  alignment  of  DoD  wide  end-to-end 
distribution  (JP  4-0  1-7)  (JP  4-09  V-2) 

15.  Provide  joint  expeditionary  capability  to  rapidly  establish  and  initially  operate  an 
POD  to  facilitate  RSOI  for  GCC  contingences  and  support  end-to-end  synchronized 
cargo  and  passenger  movement,  and  common-user  terminal  management  with  JTF- 
PO  (JP  4-0  V-10) 

16.  Share  responsibility  with  supported  combatant  commander  to  coordinate  intertheater 
and  intratheater  movement  control  systems  (JP  4-09  xii) 

17.  Act  as  single  worldwide  manager  for  common-user  POE/PODs  (JP  4-09  xiii) 


Note:  Essential  Tasks  are  underlined. 
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APPENDIX  B 

DIRMOBFOR  Specified  Tasks  from  Directives  and  Doctrine 

1 .  Coordinate  integration  of  intertheater  air  mobility  capability  provided  by 

USTRANSCOM  (JP  3-17)  (AFDD  2)  (AFDD  2-6) 

2.  In  concert  with  the  AOC  director,  facilitate  the  tasking  and  effective  and  efficient 

employment  of  air  mobility  forces  assigned  or  attached  to  the  JFC  (JP  3-17)  (AFDD 
2)  (AFDD  2-6) 

3.  Coordinate  with  the  AOC  director  and  AMD  chief  to  ensure  all  air  mobility  operations 

supporting  the  JFC  are  integrated  into  the  air  assessment,  planning  and  execution 
process  and  deconflict  with  other  air  operations  (JP  3-17)  (AFDD  2)  (AFDD  2-6) 

4.  Coordinate  with  the  TACC  and  USTRANSCOM  to  ensure  the  joint  force  air  mobility 

support  requirements  are  met  (JP  3-17)  (AFDD  2)  (AFDD  2-6) 

5.  Coordinate  the  integration  of  the  multinational  air  mobility  plan  (JP  3-17)  (AFDD  2-6) 
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APPENDIX  C 

DDOC  Specified  Tasks  from  Directives  and  Doctrine 

1.  Direct  GCC  deployment,  redeployment,  and  distribution  priorities  (JDDOC  Template  3) 

a.  Synchronize  and  optimize  the  flow  of  arriving  forces  and  materiel  between 
intertheater  and  intratheater  transportation  (JP  4-0  IV-4)  (JP  4-09) 

b.  Exercise  C2  of  intertheater  lift  forces  and  logistics  infrastructure  (JP  4-0  C-2) 

c.  Coordinate  all  GCC  common-user  transportation  activities  and  integrates 
commercial  lift  capabilities  based  on  GCC  requirements  (JP  4-09) 

2.  Provide  Asset  Visibility  (AV)  and  In  Transit  Visibility  (ITV)  of  force  flow, 

sustainment  and  retrograde  (JDDOC  Template  3) 

a.  Collect  data  and  provide  GCC  with  ITV  on  lift  capacity  throughout 
intertheater  and  intratheater  systems  (JP  4-09) 

b.  Track  movement  requirements  from  lift  allocation  to  execution  through 
closure  (JP  4-0  C-2) 

3.  Manage,  connect  and  establish  theater  distribution  architecture  in  coordination  with  the 

Services  and  Joint  Staff  (JDDOC  Template  3) 

a.  Coordinate  common  user  and  theater  distribution  operations;  link  strategic 
deployment  and  distribution  processes  to  operational  and  tactical  functions  in 
support  of  the  warfighter  (JP  4-0  V-5)  (JP  4-09) 

b.  Direct  common  user  and  intratheater  distribution  operations  (JP  4-0  C-3) 

c.  Coordinate  and  synchronize  supply,  transportation  and  related  distribution 
activities  (JP  4-09) 

d.  Fuse  capabilities  of  multimodal  deployment  and  distribution  operations, 
intelligence,  force  protection,  capacity  acquisition,  resource  management  and 
other  staff  functions  to  collaboratively  provide  distribution  options  for  the 
warfighter  (JP  4-0  C-2) 

4.  Plan,  coordinate  and  synchronize  strategic  and  operational  deployment  and  distribution 

with  theater  forces  and  National  Logistics  Partners  (JDDOC  Template  3) 

a.  Develop  deployment  and  distribution  plans,  integrate  multinational  and/or 
interagency  deployment  and  distribution,  and  coordinate  and  synchronize  the 
movement  of  sustainment  in  support  of  CCDR's  priorities  (JP  4-0  V-5)  (JP  4-09) 

b.  Provide  reach  back  to  national  partners  to  address  and  solve  deployment  and 
distribution  issues  for  the  CCDR  (JP  4-0  V-5)  (JP  4-09) 

c.  Serve  as  the  link  btw  multiple  organization  including  coalition  partners, 
combat  support,  agencies,  NGO  liaison  elements,  commercial  transportation 
and  other  entities  is  the  single  coordination  and  synchronization  element  that 
manages  distribution  operations  within  the  JDDE  (JP  4-09  V-13) 

5.  Develop  strategic  and  operational  deployment  and  distribution  perfonnance  measures 

(JDDOC  Template  3) 
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6.  Perform  container,  463L  airlift  equipment  (air  pallets  and  nets),  Radio  Frequency 
Identification  Device  (RFID)  tag  and  other  intermodal  equipment  oversight 
responsibilities  (JDDOC  Template  3) 

a.  Theater  container  management  is  a  GCC  function  that  can  be  assigned  to  the 
JDDOC  (JP  4-09  IV-31) 
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